My friend Mr. Xxx. 

I put a high value on and appreciate your activity. Then I decided to send following 
message to you in this opportunity. 

(Please acknowledge to distribute this message to the other comrades and friends 
because I think this would be helpful for them.) 

For starting your new stage activity, I would send following words which is 
“Molting to Practice from Enlightenment”. 

And I send following messages. 

KAIZEN 

At first, I write about KAIZEN. 

I think it is difficult to teach Kaizen because Kaizen is one of concept or philosophy and 
doesn’t have the certain shape like as a system. If I dare to say the system of Kaizen, it 
is the QC Circle. I taught and practiced QC circle in various countries as one method of 
Kaizen 

You have been conducting enlightenment activities for Kaizen and as your next phase 
please teach and practice the QC Circle for the dissemination of Kaizen. Teaching the 
5S also is effect. Please coached it in parallel. As I told in the material of 5S which I gave 
already, 5S is not a mere beautification campaign and also KATAZUKE activity which is 
mare initial step of 5S. Please spread the correct 5S. As you already know "Seiketsu" is 
the step of the thing of the Kaizen. 

I would like to write a little more about Kaizen. 

There are vital 3 elements to spread Kaizen in the enterprise. 

One is the “shared sense of values” (between the workers and management) . One is 
“air”. The last one is the “time”. 

Shared sense of values 

There are cases of successful Kaizen in any country. These are the following two cases. 
One is home. Change the layout of the furniture, buy a cooking tool and device the 
position to use easily etc. Another is a small company like as a cottage industries. 

Why these cases do go well Kaizen? 

Because they can love the work, love the fellow, also love the product (although is a 
general theory). And because there is a "Shared sense of values” referred improving the 
home, the company". And it's important to promote the Kaizen. 

On the other hand how is the situation of the companies which are larger than cottage 
industries? (This is my experience in Mexico, USA and India) Do the workers who are 



the protagonists of Kaizen love their company, gemba, fellows and products? The 
answer is most likely “No”. They work for the sustenance of tomorrow. However it is vital 
to establish the “Shared sense of values” with employees. 

Air 

Right then how can be possible to establish the “Shared sense of value” with employees? 
In my description of 5S, I wrote the case of Chrysler who implements Kaizen well. 

What is the causes which this factory can implement Kaizen well? The cause is that the 
employees of Chrysler experienced the bankruptcy (Ap. 30.2009) and resumption of the 
factory with the Federal bankruptcy law. 

When the bankruptcy of this company the employees experienced the loosing job. And 
after the resumption of the factory the shared sense of values sprouted. 

This experience led to the shared sense of values in the workers. 

But it doesn’t go in the general companies. It is necessary to seek in other sound way. 
And it is necessary to make the “air” another words “Corporate culture of all people’s 
participation (to company’s management)”. 

Now how can we make it? 

It is the Sharing information and to display key factory management index in the 
information board. It's the thing to display the annual policy of the company, quality, 
efficiency, claim, safety and accident, examples of Kaizen, Kaizen result graph and 
number, 5S, progress of project, logos and banners— simply. 

Of course it never neglect the daily or weekly and monthly maintenance of these 
information. 

When I spoke this story in a conference, there was the objection immediately from the 
managers and said. 

“Even though display, nobody of employee look at these”. Yes it is quite true. 

Then I questioned to them. “Do we need air for live?” 

And it was quite natural and they answered me “It is necessary.” And I continued “Is it 
possible to see air?” The answer was of course “No”. And I told them that “Air is 
necessary but not possible to see. But it is possible to feel occasionally. The workers of 
the gemba do not look at the graphs and charts. But it is necessary for the shared sense 
of values and to make the corporate culture of all people’s participation. These indicators 
of factory management displayed in the notice board are important not only for the daily 
control and visual control, but also are essential to establish and maintain the shared 
sense of values. 



Time 

I have told in my conference that there is no magic bullet to Kaizen and if there is to be, 
only keeping to say Kaizen 3 years. 

These 3 are the necessary conditions for the dissemination and continuation of Kaizen. 
Please teach these to your clients. 

The group activity of these 5S and QC Circle is a good way to establish the shared sense 
of values which is "the benefits of the company and the original desire of people which 
to want to challenge something”. And I have never failed. QC circle in itself doesn’t have 
a failure. 

Lean 

Still it is important to continue the activity which enlighten the effect and usefulness of 
TPS in your country (I say the continuance of sing the hymns). But I would require to 
proceed to next phase which is to teach and practice the TPS in actual gemba. 

At present the needs of TPS (Lean) is very high in the world. And ever Tom, Dick and 
Harry say Lean, Lean and Lean. However there is a thing which I would require you. 
Please teach the Basic Factory Management exactly. I would explain the necessity of 
the Basic Factory Management in the 3 stories. 

First of all it is a thing to say that The Toyota men who retired recently or is in active duty 
can’t teach TPS. They are expert of TPS, because they have been using or are using 
TPS in Toyota. 

But they can’t teach and spread TPS in the foreign countries and companies. Why not? 
Because they can’t teach and establish the base of management, because they grew in 
the sufficient situation which is the completed Basic Factory Management. They can 
teach TPS in the condition which the Basic Factory Management is completed and in 
fact can just sing the hymn of TPS in the lecture at the best. 

TPS is the thing such as an application software in a computer. And for using the 
application, the system software is necessary. And the Basic Factory Management is the 
thing such as the system software. The Toyota men can use just the application software 
in the proper condition of the system software. 

I would tell you one more story which is the case of the construction of house to explain 
the relation of the Basic Factory Management and TPS. For construction of a house the 
foundation work and soil improvement are important. And a house is built on it. As you 
can understand already, the basis and soil are to correspond to the Basic Factory 
Management. And on the firm base it is possible to build a firm house called TPS or Lean. 
If the base is not firm, it is not possible to construct TPS or Lean and even though it was 



introduced, it is not possible to keep it or gain the effects. 

I would show the case which there was in your city in fact. 

There is a technique called “One piece flow production” in the TPS. 

It is the method of which produce not in large batch, but produce various products and 
quantity which are necessary to produce in one day in small batch or one by one in the 
production flow. This method is useful to reduce the stock in the process and warehouse. 
A Japanese consultant taught this method to the factory. But unfortunately this method 
was no longer and disappeared without the trace with in less than half a year after he 
returned home. 

The reason is simple. For using this technique, it is necessary to provide the base which 
are Heijunka which based on the certain Production Control, SMED which is essential 
for quick change of line and/or machine in standardization, Line balance control in 
working standards, Visual control, Quality control and inspection system, Poka-Yoke, 
training of multi-skilled operator and cross-training. And also the Efficiency control is vital. 
This Japanese consultant taught the one piece flow production system without teaching 
these soil and base. 

When I was in San Jose (California, US) and Juarez (Chihuahua Mexico), I dedicated to 
the NUMMI project as the production engineer. And one GM engineer who was a 
member of Saturn Project was always with me. The NUMMI project was a magnificent 
trial to introduce the TPS and the small size car in GM. GM desired gain TPS. 

And GM could started the plant of Saturn which was the world strategic model also built 
the plant of Brazil which was the complete copy of Toyota factory including the factory 
management system (TPS). 

However as you know GM went bankrupt and the world strategic car ended. And after 
the resumption, the TPS copied Brazil factory was also closed. Why? 

About this series of events, the Toyota man of my old friend simply told that it is not 
possible to introduce TPS with just copy or without certain base. GM. Lack of base? What 
is the lack of base? Corporate culture and “all people’s participation”, Kaizen, QC circle 
these are essential base of TPS. TPS shouldn’t be mere technique or system, but be the 
foundation and basic philosophy of management. GM is a very large company. However 
even though the large company there is the case of giving up to maintain. In GM, in 
where TPS remains? 

I have been teaching one European company. The requirement of this client is to 
introduce TPM (Total Productive Maintenance and Management). 

Then my team has presented the 5years action program after the diagnosis of the 
company. Yes it is the program of 5 years. 



Initially the company reacted against our plan. 

In fact, the results of the diagnosis was 43% and much lower than the 70% which is the 
acceptable level to introduce TPM, TPS. And judged that it is necessary to prepare the 
Basic Factory Management before start the introduction of TPM. And as the result our 
action plan was accepted by the client. And now we are teaching in this action plan. 
Was lengthy, I think that your teaching the TPS would be very nice, but please don’t miss 
to teach the base and soil. 

I‘ve attached the Check List of Basic Factory Management out of kindness. In the check 
list, I selected 110 vital items for introducing TPS. 

At your new start, I would ask you the molting “From hymn to practice”. 

I will support you. And please don’t forget that I will be with you always. 

Your Japanese friend 
International Consultant 



KJ Method (03.02.14) 

I got the question about the KJ method and wish to introduce this technique. 

KJ method was devised by Jiro Kawakita (Anthropologist and professor of Tokyo UV) 
and is a good thinking method and the base of Affinity diagram method which is one of 
New QC 7Tools. 

I introduce the utilization of KJ method in the examples. 

I made the diagram for thinking and describing the 5S. For thinking 5S I wrote 118 cards 
and summarized to 60 small islands and 22 large islands. Based on this diagram I wrote 
120pages 5S explanation which I shared to you. 



Next photo is the example of the utilization of this method for deciding the theme of QC 
Circle. 

When beginning the activity of QC Circle, it is necessary to decide the theme and target 
figures logically based upon the company’s policy, preliminary investigation and study in 
the figures and current situation of the production line. 

Then the members (5 gemba workers) and QC trainer made up this diagram. 

With through this QC Circle introduction I could train and gain 4 very good trainers. In 
this case this group used the diagram to choose the theme. 



























This group made this large KJ diagram in 
Total 157 cards, 71 small, 21 medium and 7 large 
islands 


Card play with a trainer. In this case 
this group used the diagram to 
choose the theme. 


I describe the rule of this method later. I quite often use the method for summarizing the 
thought and cleating ideas and also making up the team play. 

Next example is the use to Ishikawa diagram (Fish bone diagram). This case is the 
quality of the room clean up job in a hotel. In this case the group created 155 cards in 37 


islands and in 5 categories. 
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You can see the X marks in the diagram.^ 

As you know the ideas of Brainstorming are 
Stones and diamonds. Therefor it is 
one by one. Also you can see (for instance) 5/2" 10. 
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“5” mentions the ‘F frequency. And “2" mentions 
“G” the Severity of the defect, v 
This defect is calculated 1Q_(5 x 2)y 
“Asyou understand, in this example KJ method is 
used in the fish bone diagram with the FMEA 
evaluations 



This is also one of example of the 
QC Circle activity. This group 
also check the ideas in the 
gemba and focus on the target 
Kaizen items in the evaluation 
tool of FMEA. s 


Next example is the training of thinking of potential quality problems (and we call 
Potential Problems Map). For this training I chose the chair which was in the place. 
Pasting the photos of the chair, (preparing the Drawing, Specification, Defect record, 
Claim record, Instruction of the Machine of the line if there are) and starting the 
brainstorming and record one idea in one card. 


This small activity group used the Potential 
Problem Map of chair for making following 
diagram which I call QC Process Diagram. 
In this diagram this group identified 35 
processes of the chair production. 
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This diagram has the column of “Specification”. And this specification comes from 
necessary inspection parameter for the “potential problems” in the Potential Problem 
Map. 

KJ method is very easy and useful method for thinking alone, cleating ideas, summarize 
ideas, Correlation diagram, bird's-eye view —. 

Finally I describe the simple rule of KJ Method. 

(1) I group, maximum 5. (If many, divide to 2 smaller.) 

(2) 10 to 30 minutes for creating and writing ideas by the group. (Homework also 
welcomed) 

(3) Group meeting. Deciding leader who is responsible to manage the meeting. 










































(4) Remark in order. One idea in the remark. 

(5) Remark and write in the card. One card one idea. 

(6) Write in card simply and shortly and clearly. 

(7) Ideas piggybacked on is welcomed. 

(8) Never criticize any opinion. 

(9) Any card never be disposed even same ideas. 

(10) Collect same ideas. But create unique ideas from the combination of different 
ideas. 

Preparation for this activity. 

(1) Proper size of cards. 

(2) Big and proper size of paper. 

(3) Real article (if possible), photos, drawing, specification, information of machine and 
other possible information to imagine the ideas. 

End. 
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I got the question about the KJ method and wish to introduce this technique. 
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and is a good thinking method and the base of Affinity diagram method which is one of 
New QC 7Tools. 

I introduce the utilization of KJ method in the examples. 

I made the diagram for thinking and describing the 5S. For thinking 5S I wrote 118 cards 
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Next photo is the example of the utilization of this method for deciding the theme of QC 
Circle. 

When beginning the activity of QC Circle, it is necessary to decide the theme and target 
figures logically based upon the company’s policy, preliminary investigation and study in 
the figures and current situation of the production line. 
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this case this group used the diagram to choose the theme. 



This group made this large KJ diagram in 
Total 157 cards, 71 small, 21 medium and 7 large 
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Card play with a trainer. In this case 
this group used the diagram to 
choose the theme. 


I describe the rule of this method later. I quite often use the method for summarizing the 
thought and cleating ideas and also making up the team play. 
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quality of the room clean up job in a hotel. In this case the group created 155 cards in 37 


islands and in 5 categories. 





SffiVtOc 

tMto- 


You can see the X marks in the diagram.^ 
As you know the ideas of Brainstorming are 
Stones and diamonds. Therefor it is 
one by one. Also 5 r ou can see (for instance) 


C.eT]AA “ 


KCCLAWO O 


of this 


Group 


Targets 


confirm in the actual gemba 

10 . ** 



























































TA8LA OE EVALUACION (IT) 
Standard 


K 

1 

2 

3 

4 

5 

i 

1 

. 

2 

3 

4 

5 

2 

2 

4 

6 



3 



• 

12 

15 

4 



12 

16 

20 

s 



15 

20 

25 


Catcgona 1 


2 Puno* de lnspecc>on 


Catcgona 2 


1 PurCo (to In spec cion 


“5” mentions the “F frequency. And "2" mentions 
“G" the Severity of the defect, v 
This defect is calculated 1(1(5 x 2).*-' 

£Tyou understand, in this example KJ method is 
used in the fish bone diagram with the FMEA 
evaluations 



This is also one of example of the 
QC Circle activity. This group 
also check the ideas in the 
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Kaizen items in the evaluation 
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Next example is the training of thinking of potential quality problems (and we call 
Potential Problems Map). For this training I chose the chair which was in the place. 
Pasting the photos of the chair, (preparing the Drawing, Specification, Defect record, 
Claim record, Instruction of the Machine of the line if there are) and starting the 
brainstorming and record one idea in one card. 


This small activity group used the Potential 
Problem Map of chair for making following 
diagram which I call QC Process Diagram. 
In this diagram this group identified 35 
processes of the chair production. 
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This diagram has the column of “Specification”. And this specification comes from 
necessary inspection parameter for the “potential problems” in the Potential Problem 
Map. 

KJ method is very easy and useful method for thinking alone, cleating ideas, summarize 
ideas, Correlation diagram, bird's-eye view —. 

Finally I describe the simple rule of KJ Method. 

(11) I group, maximum 5. (If many, divide to 2 smaller.) 

(12) 10 to 30 minutes for creating and writing ideas by the group. (Homework also 
welcomed) 

(13) Group meeting. Deciding leader who is responsible to manage the meeting. 










































(14) Remark in order. One idea in the remark. 

(15) Remark and write in the card. One card one idea. 

(16) Write in card simply and shortly and clearly. 

(17) Ideas piggybacked on is welcomed. 

(18) Never criticize any opinion. 

(19) Any card never be disposed even same ideas. 

(20) Collect same ideas. But create unique ideas from the combination of different 
ideas. 

Preparation for this activity. 

(4) Proper size of cards. 

(5) Big and proper size of paper. 

(6) Real article (if possible), photos, drawing, specification, information of machine and 
other possible information to imagine the ideas. 
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